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Comptroller 3 September 1952

Leport of Field Trip Durin. Period B July to 17 August 1952.

L During the period 8 July 1952 to 17 August 1952, the undersigned,
accompanied by Mr.“of OPC, made a trip to the major
installations in burope &3sist in the implementation of the fleld

obligation procedure as prescribed in Comptrollerts Circular #1. .ur
itinerary was as follows:

seevnne? t}uly - 16 g}uly 1952
l.o'vtlﬁ July - 26 July }.952
eeaese2b July = 1 August 1952
rao,ﬂool Aﬂgust - 8 Augu&t 1952
vensses August - 16 August 1952

Though our primary concern was the implementation o: an ooligation
procedure, we found it necessary to assist sll installations visited
in other problems dealing with merging administrative offices of 0S5O
and UPC, accounting techniques, budgets, and other issues relative
to financial servicing. :

2. we were most welcome at all the stations, and there was a
genuine cooperation amongst all field personnel to work earnestly
tourrd the accomplishment of a realistic obligation report. Our pur-
pose was readily understood, and all facilities of the stations were
at our diuposal to effect the much needed statistice we were seeking.
Furtler, there appeared to be a real enthusiasm over our arrival
since the field personnel had questions for which no satisfactory
answers or steering had been provided by Washington, They were most
anxious to show us their bocks, files, controls, etc., and obtain a
nod of approval or consiructive coimments. I am convinced that visits
by Washington personnel are much appreciated in the fleld and should
be more numerous. Fleld personnel are much aware of the fact they
are working for Washington and, accordingly, they appreciate the
inspections and advice from Washington to assure them they are doing
what is desired. The fleld finance personnel should be commended on
their high degree of efficiency and their earnest efforts to effect
maximum control of funds and a high standard of financial servicing.

3+ A8 a result of our survey at all the installations, i% was
deemed both imposeible and impractical to attempt to immediately
implement a procedure of pre-valioation of documents representing
individual obligations. Thure are not the facilities presently
existing in the field to initiate and process such a large volume of
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documentation. Further, a great percentage of field obligations are
not documented and generally are liquidated simmltaneous with the
incurrence of the obligation, There muct be a long-rance effort to
indoctrinate the great numbers of Agency personnel who are incurring
obligations and the burden of im-ediately requiring great bulks of
documents from already overwrked operational personnel would result
in unreliable information and great delays. In lieu of this
accepted procedure, we worked out alternate devices Lo be ubilised
which would give a result, yet curden the minimum numoers of persons.
All of the procedurvs installed were understood to be probably temporary
and that efforts were to be made on s long-range basis to develop,
little by little, the detalled document processing and individual
posting to allotment ledgers as outlined in CC #1.

L. There follows a summary o. our activity at each station
visited together with certain observati.ns asd needed action by
Washington to improve our support of the field installations:

o, I

25X1A
in

25X1A each wi
U0 Finance Officer, Mr.
supervision and some technlcal guidance over the OPC Pinance Jfficer,
his prime efforts were solely with the OSC oieratiaw. As a resuit of

we found two physically separate and distinct installations,
separate finance offices, i.e., OS50 and OPC. Though the
B - orcisc ittle acministrative

25X1A the recent directive from washington and ir, decision, it is

expected that the accounts and funds of the two offices can ve merged.

25X1A Hr. requests that a cable be sent to him directing the
merging oi the two offices into one. Though it may be necessary to
continue the ;hysical separation, this should in no wey alter the plans

25X1A to merge the finanmce offices. If necessary, the OPC finance servicing
: can be an advance on the single met of books. It is urgently requected

25X1A - - that an appropriate directive be sent to [l to merge their recorus
and submit one financial report covering the entire Misslen acti-
25X1A vities., In the finance office has copies of each project outline

and the finance perscnnel know, well in advance, what will be spent
woth for overhcad s.pport and operational projects. Accordingly, they
will make an analysis of all known regular or periodic obligations by
project on a work sheet. At the end of an accounting perioc, they will
review this analysis with the vouchers recorded during the period to
ascertain the obligations unliquidated. The figure thus detarmined
added to expenses will give the total obligutions. This procedure will
infliet no burden on any vut the finance personnel and, it is felt,
will be easier and quicker for the Pinance Officer to meintzin. An
example of this analysis is shown on the following page:

SLN
ol

gipEnttad
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obligation pald during July

obligation not liguidated

total unliquidated obligations for project for month
obligation paid for July but not for August
obligation for August and July liquidsted

&/ obligation for August and July not liqui:ated

1/
g

The amount of the payment of the obligation will hawe no consideration,
merely whether it has been paid or not., If the normal is determined
inacourate by monthly experience or revised plans, it can be changed
for foturs obligations. .

25X1A All the person.el in the finance office, feel that this
device will give the maximum accuracy of unliquidated obligations
presently available. They will, however, begin immediately to estab-
lish, project by project and base by base, a sysiem of imdividual

25X1A document processing and prior obli:ation of all eoxpenditures. In all
other finance servicing, thei station appears to be functioning
well.

25X1A . as In -there is a complete merging into one office all
the finance functions of the entire misuior regardless of the offices
originally serviced. There is one cash accountability, one central sei
" of books and files, and one finance report for the miseion. Because
25X1A of the size of the mlssion, the number of bases and operations, the
central office is merely a support, coordination, and audit
facility for all the bases and operations. No single vouchers are
processed through the central accounts but through base accounts onvy.
25X1A For local vouchers, a_ base [inance office has Leen esta.iished,
Accordingly, all vouchers and entiies in the central Lcoks are funding
advances and accountings. Accordingly, it was rcadily apparert that
‘ooligation documents and reports mmst originate from the bases. Tn
view of the great voiume of projects and transactions at the bases and
the limited nmumber of personnel, it wos determined inappropriate to
establish individual document processing and posting for obligations.
However, the finance officers at the bases did not feel they could
possibly estimate monthly obligations to any degree of accuracy as in
Therefore, 1t was determined that obligation information would
have to be supplied by the operations case officers. Considerable
25X1A discussions were held in withh the opcrations desk chiefs, and
it was agreed that such lonformation from case officers would not only

25X1A
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serve as a source of informatior for obligations but could be a most
useful teocl for the desk chiefs to follow case officers' activities.
A #tandard form uwas devised which would be filled ocut each momth by
each case officer for each project, This form would contain an
itemization of estimated obligations to be incurred by, or for, each

roject during the month. These fomms would be submitted to the
hentral office by the 25th of each calendar month and would
be posted to an allotment ledger as "obligations incurred.® The
base monthly report of expenditures would also e posted to the
allotrent ledgers as "obligations liquidated.® Ivery calerndar quar-
ter, a statement o the allotment ledger would be made avallable to
each case officer for the purpose of determinming the accuracy of the
current unliguidated obligatioms. (uarterly adjustments will be
made to "oLligations incurred®™ based upon the actual realistic val-
uvation of current uniigquidated obligations,

25X1A

25X1A

d. In the interest of reducing work and having informestion in
a small emough package for el ective operational review, a consolida~
tion of iike projects with the same basic cryptonym is being made;
whlch, it is hoped, will reduce the number of projects from 765 to 2
little over 200,

25X1A
N

25K1A - a. In [Jlllltrere are two distinct separate stations, i.e., 0S.
and UPC, each with its own indepersieni finance setup. In view of the

_ - ENT1A
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lack of a Senior Representative and the plan to sendF
B : Chief or Combined Auministration, it wag de premature

to attempt to merge the finarce accounts. Accordingly, obligaticn
records were established ir. each of the finance records. E£ince this
is a comparably small instazllation containing only a few operations,
it was decided again to determine obligations by the Fimance 1ffice
based upon project outlines, contracts, leases, and experience rather
than require immediately from operations personnel detailed indivi-
ausl prior-obligation document processing. The procedure cutlined for
_

11 be followed in That is, pre-deteramining normal
¢ obligations on a work sheet and cliecking this sheet monthly
to see which have been pald ang which have not. Since all OPC opera-
tionshave been financed with counterpart funds, it will be found that

. unliquidated obligations reported will be negligible and almost entirely

overhesad,

b. We learned that nepotlations were Leing conciuded to obtain
HOTE counterpart fumis for a mew project. It was ocur understanding
that wore counterpart funds would be available to us after 3¢ June
1951, It is suggested that this matter be resolved and appropriste
instruction be given the Finamee Division and the rforeign Uivision if
this activity with counterpart funds is to contimue.

c. The Finance ufficer, 050,[] bss requested that copies of
salary grade schedules and overtime rates be sent to him.

In _there were three finance accounts, i.e., 25X1A

anc Uubld. With the approval of the Senior Representaiive, we
arvanged both the merging physically of the offices into one and the
estaslishment of a single set of finance reccords. This will mske for
greater utility of existing finance pers nnel and less duplication of
effort and records, Again 1t was found more practical to maintain

obligations on an analysis work shoet as designed for however, 25X1A

in lieu of posting obligations, expenses, and al oiments to an aliot-
ment leuger, this informatien will be consolidsted from three socurces
to make the monthly report on the status of allotment accounts. A
copy of the monthly reports then will, in effect, be the al otment
ledgers.

c. All daily operating expsnses of the communications installation
in {exclusive of construction costs) are charged in the field
to in the avsence oi any other information on Commo allotments.

aplaidasitis
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It is suggested that the Office of Communications designate ar

a.lotment to Le charged with these expenses and acvise

d. Because of the merging of the finance offices, the duties
and responsioilitics of financae personnel have veen considera.ly
changed. A new proposed T/0 has been prepared anc recently su-mitted
to the Finance Division, which accuratel; reflects the joo deserip-
tions and personnel requirements.

&8. At the rejuest of a cable from Washington, we proceeded to
to assist In merging the 030 and OPC Finance Officee and

install ai obligation system,
it may not be posslble to physicaliy merge the lwo
oiTices; bul the Jenior Representative fell that there may be no

gecurity haszard if they were located in one place, However, until
that is resolved, there will be one set of books and one financial
report even though it may be necessary that the office under|
B »=, be carried as an advance reporting ts the office.
The OPC Finance Office has veen a Class B station maintaining books

and preparing reports in units of indigenous currencies, while the 050
Finance Office has been a Class A station maintaining U, S. dollar
equivalents. In view oi the many changes we recommended i the present
bookkeeping systems, il was decided that, beginning 1 August 1952, the
date of the merger, an entirely new set of Losks would be estatlished
in lieu of using either of the existing records for the merger. The
balanc:s is terms of U, 8. dullars equivalents for both the 450 and 2PC
31 July 1952 balances will be the opening entries t: the new records.
Initially, at least until a physical merging can be accomplished, the
old 0FC sctivity will contimue as a vage advance on the new records.

It is felt that the #ission is accomplishing a merger that is
most effective and will satisfactorily accomplish the desired results.
At least, the finance oifices are merged to the extent possible and

1o rﬁiar difficuliics should be encountered, since we :riefedc all the

finance persomnel thoroughly on this subject.

b. After considerable study and discussion of loeal operating
conditions, it was determined that the HMission will initiate an
oLligation system on ai analysi: of uwnliguidated obligatioms basis as
described herein for ] t: the Chief of Misi ion and the Chier
of Administration were convinced that no satisfactory prior-ob:iigation
documents could be obtained at the present from operations persocanel
in which any reliance could be placed. However, we initiated action
which, it is hoped, will brin; abont a more realistic and accurate
obligation system. A station directive wil:. be iscued reguiring that
a standard form be executed at such time as one-time or continuing
ouvligatione are created re uiring a future payment of funds or material,
kach case officer will ve instructed by the Chief of Administration in
its usage and processing. At such time as this directive is «ffectively
woricing, the analysis system will be converted to a document processing
through aliotment ledgers as outlired in Comptrollerts Circular #1.

P
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5. 7To effectively control fumas in the field and to maintain
aliotment ledgers prescribed, it is essentizl that ailotment advices
be forwarded to the field covering all their administrative and oper-
ational activity. At the time we departed for the U. £., no ailot-
ment advices had been received in the field. We gannot expect stand-
ardization of account identifications or an effective fundes control
program until the field is aware of the specific projects approved and 25X1A
the amounts of appropriated funds made gvailable for them.

T« It 48 felt that this trip was most satisfsctory. we believe
that the obligation procedure has been implemented at the installations
visited in the most practicable menner to obtain the desired results.
we wore avble in meny instances to assist the field perscnnel in their
current pressing problems and resolved several of their unsettled
iasues. As a result of our discussions, field persomnel were brought
up to date on headquarters policies and procedures, Further, we
ootyined an uncerstanding of ficld conditions and a knowledge of lacal
operating activities which should greatly increase our effectiveness
in planning and supporting overseas operations.
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